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20 Mevemter 1942

NEWELEDTE FORs IADe
ACAICTe CIi Carexr Training Program

1. ittaaded acw thres samoTanda cOmowning & basis CIA
traizing program prepasad bty the Direcier «f Traizing and spproved
in principls by the fxaextive Mirecter. It is under comsideretiom
by xn id Eog CIA Carewr Training Posrd on which the undtersigoed
vepresents the 5/, I wovld sppreciate your considersticn of the
entive proposal; 1.¢s the threesmsd program descrissd {n the
sttesizent dared § July 1962, and partionlarly of Pimse X1, the mid~
fareey porticn «f ths T™his porticn is furthey developed
in tie attschwen’ dated 26 Jurw 1961,

2+ The propesed plan has in i% certain faplicatioes which
stodld be comsidered very carefully in Serms of tetal bemafis to
the Agency and espleyes nevuls. For example, 1o forwal traimng
a desirahle prexeguisite far promotica as set forth in pueweragh 2
of She Fxscutive Director’s memo dalad 1 lNovember 19627 Whad sord
ef salection sechanism wuld opersis $o identifly iodividwals fur
ome of the thres mtegoriss &b the sidecareer lavel, and whas
efiexs on competont enplayess idextified as ot prometadls to CB-1S?
kveryors urderstands swxd asewzts that only a sscll) xinerity can
raaehd GE-=15, tut 1t ssess ¢0 me that we mxy be in danger here of
needlssaly destraylng the persomml aspirstions of sary perfecily
amceptadle eployess. I wonld appreciste your threnghts on thase
en2 sther aspests &f the propesil, & well as any 4iffevsm idess
that mighs e facorporated (n the f£im] plan.

Je Hnally the Cemaiites nswds certain other informmtion
“ployces at the (=13 level 1o order to do scms logistical planmings

&+ The mber of 05=1J0 in yoor Offtce wie imve besn
in grais lenst 1 yury asd xre commidered 4
have th mmtial to reach GS-15) —~

b m:ommb af this grovp of salected (B=13y who
¢ spared at &y cae ting to
m-tuulummmm‘%
(tur wy purposes)

S« The mears Yy which ysu wonld plan to selecs the

354
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geraraag wad
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Declassified in Part - Sanitized Copy Approved for Release 2014/01/07 : CIA-RDP78B05707A000500030002-5

\



- tﬂ-

DecIaSS|f|ed in Part Sanltlzed Copy Approved for Release 2014/01/07 : CIA- RDP78805707A000500030002 5

-

50X1

obbhEt,. = T

geovp of 013w eYigibia for wid-sareny tradalog,
a&v@?ﬁ&% W&%m 2] E’&m L7100 v

Lo Moy X buvw your vaplies by 39, 30 Towibars

ik to S R (adetneg

L F. 5.7 1 3

Declassified in Part - Sanitized Copy Approved for Release 2014/01/07 . CIA-RDP78B05707A000500030002-5

- T L GEEE R

i



. Declassmed in Part - Sanitized Copy Approved for Release 2014/01/07 . CIA-RDP78B05707A000500030002-5

g SEGKET hal
o o .. | 1 Novesber 1962
OFFIUE OF THR DIRECTOR

Action Uemorandus Kos =76
Mate

70 t Deputy Director (Support for the Directer of Training
SWJECT ¢ CIA Caveer Graining Progren |
BEFERENCE: ilstorands from the Director of Tralning dated 9 July 1962,

‘fmmm by A/DD3 2 sugenst 1902, avbjects CIA Training
ogram {Propozed)

1« The two outlines proposing o CIA training progran; m.thm
slicht variation in the two proposzals; have becn reviewed and spproved in
principle. Gensrzlly speaking theé threc=phine proposal would ammesr to be
praferatle at least for the start and widil we have mandstory trainirg
‘thoroughly phased into the Agamymtm.

2+ W¥¢ have givon cons idarable thoupht to these proprems amd trust
. thatmmealeobmdomgtheammm'emmrmf to wovy

.c early ummtaod tha Tormcl mm would hencc.tom he &n Agency

' et for advencemant and for acquiring erceter r@omibﬂitm.
and that those SEployses who are paoecd over for "Rid-Carecr® traiming
#ill realise that thoir advance hgs emisd and that thoy will ctther romain
nt that levdl for the rést of their carecr or be phaked out of the Agenty,
and the sane world be true of those passed ovor £or "Senior® trainimrba
u—midmalise that thcyhad reached theéir top grade.

3. It is recognized as fundawental that the appropriate particwm
by qualifioed studonts is an espenttial dlaent for the sutcess of such &
traiming programe The nocessary action to irsure thiz will be takon .
through cosmand channelse

he It io requested thst DIB/OIR now prepara 3he finad proposals
and the implemonting notices and regulations, whick will be conzidered at
the Executive Comrdttee lavel prior to issusnces

' o~ , CROw T
SEﬂPE! fu/ Exclrded fron extsatic
Taron T, FTrdrateiate dewacracin ged
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UERCEANOUM FORit FPxeoutive Director
SURJECT: CIA Career Trointry Progrem (Proposed)
REFFRENCE rxecutive PDirector Action Haworandiom Bo. i-9,

dated 9 May 1562, to DO/S

ls Porwsyded par yoor request is a proposed outline for a train-
ing programe It iz cast in threo phasest Rarly, Mid-Corecr, amt
Senior.

2s T beligvo that 1% is camrdiensive but that it is floxible
enough to permit any nécessary edjustment to Individual oages,

/s
HEATHER TAIHD
Director of fraivirg
Attachmentns
le CIA Caresr Training Prﬂgrm
{preposed)

2 Courses Contucted by OIR
Applicable 0 Nid-Cureer
Training Progriom

' OLEIILT
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MEMORANDUM FOR: Career Development Board, '

SUBJECT ¢ Mid-Career Development Program

I. INTRODUCTBON

This pape} outlines my concept of & mid-career development program,
Ehclﬁding a basic philosophy of 'mid-career," the need for on individuai-
.ized training and development plan for selected mid~caureerists, and a
proposal for a six«ﬁeeks“ tralining program which would serve as a “c&mmon
core® for thoge selected for the individuatly oriented progranm.

2. PHILOSOPHY OF MDD-CAREER TRAINING

When & Junior Officer Tr.inee enters on duty with the Agency, it can
I‘)e assumed that there is a core of Bn-formation and techniques, with which
he ts unfamiliar, which can be presented through group‘ﬁnstruction to
provide him with the minimum essentials of his profés#ﬁenaﬂ ko iedge.

On the other hand, when an officer reaclﬂ;es the '"mid-career" level he
has become a speciallized fndividusl. No one else in the Agency ls e:;at:tly
like him. He may lbe radically different in many respects from another mid-
careeflst of tﬁe same age, grade, and potentiz! working in the seme
cpméonent. is it possible, then, to construct = single training course:
which will meet equally the needs of the DD/l analyst and the DD/S Logistics

Officer, or even o single program which will meet the needs of the many

. {
and varied specialists within the DD/P? The answet is obviously ''no,M

-

and we would be doing a disservice to the offices we support if we tried

to convince them that s single “training package' would do the job for ail.

GROUP }
$=E~C-R-E-T | Excluded from automatic
downgrading and -
declassification
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The .emphasis ot thﬁé fevel shouid be on the individucl, his past per-
formance, and an evaluatioﬁ of his future potentlzl. Although there mey
well be a place for = "brozdening' type of course for a number of selected

~offlcers at this level, this should be only = part of an Individuaily
tailored program which would be much more adequately described as a “Mid-
Carcer Development Prograw’' than a training program, since it may well cone
taﬁg eigments other than formz1 training. -

The basic philosophy, then, at this level, should be one which permits
maximum opportunity for self-deveiopmant, through expo#ure te hoth broaden-
Ing and specialized selective tralning experiences, according to the indi-

~vidual®s needs and potentiszkities.

3, MID-CAREER DEVELOPMENT PROGRAM

0f the concept of *Mid-Carcer Developmznt' on an individual basis is
vallid, the next problem to be faced ¥s: What methods can be used to
.determine what types of experiences a person shouid have at this levei?
Brozdly speaking, most Mid-Careerists have, by the time they reach GS-03
or Iy, fatlern Into one of three categories: (1) they have demonstrated .
potenttzl for future growth and development, (2) they have reached their
zgnith, but are performing adequateiy at their level, or {3) they have
beceome marginal or sube-marginal performers.

Before a mid-czreer program is developed, thére should be a careful
evaluastion of such personnel in terms of thefr past experiences and per-
'Féﬂnance, and thetir future potentlal, and on the basis of this evaluation,

selected employees should be given the specific experﬁences; iﬂglgﬂiggl

training, which wilt equip them for their future assignments in the Agency.

This would teke a Yot of time and erergy on the part of Agency supervisors
-2 =

S-E-C-R-E-T
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and career Soards, but to paréphrasc Harian cteveiand;."a'qualﬁty progran
must often be sccompanted by administrative inconvenience.t

Not a1l mid-careerists would be selected for this program; very likely 7
only those in the top group of the thrée mentionad on the previous page.
The selection should certainﬂy not be made a}bﬂtrarily_on the basis of
grade level alone. Selectlon should be based on competence and capa-
sliﬁty for ﬁeveﬁopment rather than on deficﬂencies'ﬁn past tra?ning,
experience or performance. Because of the rapid pr&motﬁon rate in ahe.
esrblier days of the Agency, there are many st the 65-1% leve! {and per-
haps a few at GS=15) who are at a 'mid-caveer’ point in their careers in
terms of sge, expezrience and ofﬁéf factors. The initial concentration,
in my opinfon, should certainty be at the "higher end! of the midecareer
level.

Those selected for the Hid-Career Development Program would need to
be relessed from duty for a specific perfod (an average of six months,
but conceivably more or less) during which generallized and specialized
training experiences would he offered, as wﬁHi‘as on-the=-job training,
external training, ond rotational experiences in thelr own offices or
other offices, where oppropriate.

4, THE SiX-WEEKS® CORE

Within the concept of Individualized carcer development at this

fevel, the 0ffice of Training could present as e ''core' program, a
broadening type of training experience, on a selective basis, which would
provide the,m!d-career.offﬁcer (bB/k, DB/S, DD/PY with valuable Ensightg
in @ number of areas of pertinence to him in his future ssélgnments.
-3
S=EaC~R-E~T
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Aftér careful study of midecareer programs In other Agencies, a6 well
as our Agency’s apparent nzeds in this area, and OTR's éssets. viz have
devised the following program which could serve as the basic “core":-

H0D-CAREER DEVELOPMENT PROGRAH.
The Six-Weeks! **Core Curriculum

Tﬁis proéram contains what we feel are four essentisl elements for
mid-career offlicers being groomed for greater responsibility.

!. A thorough understandlhg of nationa! pollcy machinery, inter-
agency relationships and curient problems in Intellligence.

"2, (nsight Into the fleld oflexecufﬁve management.
* ' 3. The impact of Enternationaﬂ commﬁnism°

L. An understending of the scciological, psychologlical and cultural.

factors which shape events in ths world today.'

Such a progrzm would be orlented toward student participation with

only ¢ timited time devoted to formal presentations. Case studies,
seminar discussions, oral and wrﬁtteﬁ presentations would be utilfzed.

Approprﬁate reading assignments would be made, and cutside reasding
vould be encouraded.

The 6ffice of Tralning could begin such a program early in 1962, and
schedule two presentstions a year. The course would be aimed at the $5-13
and 14 level, and would of necessity be Vimited to not more than ifey
students. Equal representation from DB/S, DD/E, and DD/P wuufd'be en-
couraged. |

Course objectives and a possible tentative schedule follavs

t. Geferal Objective

To broaden the perspective of selected mid-career officers by
uhﬂ

S-E~C-R-E-T
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providing them with a current and comprehensive picture of netional
security structure, intelligence community probiems; intra-agency
problems; mapagement problems, current status of the - international
Communist movement, as well as a view of'cultura;, psychological, and
economic trends in’the world today which affect our understanding of
foreign societies, and cur ability to desl with individuats and with
groups. The program will afford such officers the opportunity to gein
new insight into those broad areas which are pertinent to their future

assignments as senior officers and managers in the Agency.

I't. Spesific Obiectlves

‘A. To provide the student with a broader knowledge of Ideoiogical,
cultural and psychological factors which affect developments in foreigm
countries, in order to develop a higher degree of effectiveness in
analyzing intelligence information, performing intelligence recearch,
and meeting the Agency®s overseas collection respoasibili ties.

B. To broaden the student's understanding of the current processes
of decision-m2king at the national security lavel, U, S. foreign policy
objectives, the nature of the intelligence support mechanisms which play
an integral part in achieving these objectives, and the inter End intra«
ageney problams in the sreas of collection, production and dissemination
of intelligence. !

C. To provide an opportunity for tamking a fresh look at American
velues, attitudes, and trends,

D. To provide a comprechensive review of the major trends and
developing patterns in .the ideology, organization capabilities, and
activities ef the énternational Communist movemesnt; and to disecuss, by

- 5 -
Declassmed in Part - Sanitized Copy Approved for Release 2014/01/07 . CIA-RDP78B05707A000500030002-5

CmLerMFreaDD T




™

R

Decla55|f|ed in Part - Sanitized Copy Approved for ‘Release 2014/01/07 - ClwDP78805707A000500030002 -5

-

]

means of selected case studies, the major problems of anﬁi*tommumiﬁt
operations.
E. . To develop a better understanding of the principles of affective
ménagement as they apply to Agenﬁy personne! and Agency opérationsn
PROPOSED SCHEDULE
Weeks ! apd |1 == ''A Review of Policy Stiucture and Current Thinking,
Praﬁticgs and Developments in American intelligence."
(This would include appropriate elements of the current CSR and IR
courses, with a more equal balance between 0D/P and DD/{ covéraga than -
now appears in elther. Ample time would be allowad for small group
sessions, and se&inar‘aiscuss!ons relating to current probians.f
Weeks ill and (VY ~- 'Management'' in the morning; “Probiems in Communism'
in §he afternoonn. |
The mansgement phase would consist essentially of the highlights of the
Henagement Course as now p%esénted to the higher echelon managers. tf
a humber of students had slready taken Basic Management, two groups could
be fﬁrmed - &n “elemeptary” group devoting Itseif mainly to management
principles, and an "advanced" group using a more compiex ‘case study?
approach. The Management Faculty feelis thaé with a relatively small
group of people this method would be entlre[y feasible, Commun ism wotld
conﬁist of a minimun number of lectures end & maximum number of vese
studies and seminar discussions re1at:ng to problams of CGnmun:st !deology,
Communlst technnques and antl-Communast operations.,
Weghs V and Vi -= A progrem geared to provide the student, through . ex~ -
posure to the‘behavloral sciencas, with sound approaches'which can be
used In gaining a better understanding of foreign cultures and enviromments,

end interpreting and predicting hehavior., Guest spsakers from approﬁriate
b -
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universities as well as Agency and OTR speakers would be utilized., A
section would be devoted to an understandings of the current American
scene, and methods of explaining American attitudes anh culture to those
from other parts of the world. Seminar discussions and cage stud!és would
be used throughout the program,

For DD/P offlcers, a seventh week of ""Operational Management'* might

be appropriate. Such a program could be held &nd could be

conducted In seminar fashion, utilizing OTR instructors with DD/P experi-

"ence and senior headquarters people represeating Fl, Cl, and CA intarests.

5. SUMMARY

For a gi§en individual, the six-weeks® course might be.;he first step
or “common element' in his own personalized career progrémo In a way,
this would be comparsble to the first nine or tenfweeé phase of the JOT
pProgram. For example:

Student A" from DD/S at GS-14, might progress from the s Ix~weeks®

course to an advanced management course at Chicago or Pittshurgh,

Student ''B'', might

proceed into an additional week’s seminar course in Operational Manage-

ment or an existing Oparations School course.

Student "'C'' from ORR might follow with a year in internationa)
Economlics at Harvard or a three-months® African Studies program at
Boston Unlversity.

Student 'DY', a technical specialist with iittle pétential for growth

at all outside hisg specialty, might take additional training In his

" Specialty but might rot take the $Ix-weeks® course at all.

..7-
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Within thg Individual career development concépt. this six-weeks'
core program could provide a valueble end ;ital training experience for
~a select group of mid-épreerists 8s & means of‘lncraaslng fheir under-
stending of the Agency's prqbleﬁs. as well as developing thelr creative
and managerial cahac!tles for more effective service,
| recommend the approval of such a program by the Career Develop=

-~

ment Board,

MATTHEW BAIRD
Director of Training

-8 -
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